INTRODUCTION
In a series of articles (Eberlein, 1989; 1990; an attempt has been made to describe the need for an integrated approach to human resources development in the SA Defence Force (SADF); the role of educational technology in that development; and the need for the professional development of trainers in South Africa.
For the convenience of the reader who has neither the time nor the endurance to study those articles, the contents will be repeated synoptically here, with the necessary emphasis on the subject of this paper. Such repetition is not merely self-indulgence on the part of the author, but an essential element of the framework into which personnel selection fits.
In the last two years it has become increasingly obvious that momentous changes are occurring in South Africa. From all sides of the political spectrum, prominent and not-so-prominent figures are making announcements and pronouncements about a "new South Africa" and the conditions which will need to be met in order to realise that ideal.
While many of the changes are occurring outside the sphere of influence of the SADF, nonetheless the SADF is being and will be affected by those changes.
One has only to think of the effects of the implementation of United Nations Resolution 435 on the role and structure of the SADF; the change in the National Service system; the release of Mr Nelson Mandela; the ongoing re-organisation to provide for these and the changes in the image and perception of the SADF in the eyes of the public to realise the magnitude of the effects of those changes on the SADF. (Bird, 1991 : 3).
The importance of recruitment and selection to the development of the human resources of any country, even the new South Africa, cannot be denied.
Its importance needs however to be seen against the perspective of the organisation within which recruitment and selection is performed.
In this paper an attempt will be made to identify the role that selection will need to play in the development of the human resources of the SADF, to ensure an effective, combat-ready SADF for the future.
STRATEGY FOR DEVELOPMENT
In an earlier paper (Eberlein, 1989 ) a strategy for the development of the human resources of the SADF for the year 2000 was proposed.
As much of the relevance of selection is derived from that strategy, a brief resume of the arguments leading to it is appro-priate at this stage.
The SADF, in common with other organisations and people in the Republic, is experiencing considerable upheaval and change in the four acknowledged power bases: socio-political; economic; technological and military.
The upheaval and change manifests itself in a number of ways, ways which are sometimes not perceived as being caused by change, unless one knows where to look and what to look for.
We are aware of some of these changes, their causes and probable effects but not of others.
What has become obvious in recent times is that similar changes are occurring in many different countries around the world, and that while no comparison can be drawn between changes occurring in particular countries, this phenomenon of change itself has several common characteristics.
It has been realised that these changes impinge upon and will impinge upon the ability of the personnel in the SADF to perform their tasks effectively, and consequently upon the ability of the SADF as an organisation to meet its primary and secondary objectives, unless steps are taken to counter or to manage the effects of change.
Faced by all this change, one needs therefore to ask: "Will the personnel management policy and practice of the SADF (which Includes personnel selection and evaluation) be able to meet the needs of the organisation and its members in the year 2000?"
To answer this question, one needs to consider the nature of some of the changes occurring, and some of their implications.
PREDICTED AND EXISTING CHANGES

Accelerating
Rate of Change
This country, indeed the world, IS In a state of change.
The fact of change is generally appreciated, but the fact that the rate of change is increasing (or accelerating) is not generally realised.
This accelerating change has a number of side-effects.
Too-rapid change brings with it instability, impermanence, a feeling of transience and stress (Toffler,1970:238) .
Outwardly people may not change, but in their behaviour towards others, the attitudes to their jobs and the environment, they do change and these changes can be distressing to all. Without skilled assistance people in an organisation are unable to cope with rapid change and their performance and the effectiveness of the organisation is bound to suffer.
Demographic Change
The basic facts of South Africa's demographic situation are well-documented (Gerber, Nel and Van Dyk,1987 More concern is needed when one considers that there will be a surplus of more than 3 million in the ed'Jcational category Std 8-10 (Ibid: 41). The majority of these matriculants will be academically-trained in a world demanding an increasing number of technically-skilled workers. When one considers the criticism levelled at the quality of the matriculation qualification of the majority of the black population, the importance of selection and appropriate education in the new South Africa becomes more visible, as does the potential effect on the SADF. 
Technological Change
Change In Attachment to and Involvement with the Organisation
An accepted norm among the majority of long-serving members of the SADF is long-term attachment to the organisation (career-orientation, or longservice) and involvement with or commitment to the aims and objectives of the SADF (loyalty).
It is increasingly becoming evident that a large proportion the younger mem-
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bers (and potential members) do not subscribe to either of these norms, Occupational mobility has grown to the extent that five to six different jobs in different organisations in a working lifetime, is the norm (Toffler, 1970: 106) . This "serial-career pattern" has significant implications for an organisation whose primary recruiting, selection and administration pattern and reward system is based on long-service.
Of further significance is the growing tendency of the individual to be loyal to his own needs and desires, and not to the aims and needs of the organisation, unless these happen to coincide.
The trades union movement too makes use of this tendency in extending its influence into areas, such as the SADF, previously immune to their activities.
Productivity
South Africa is known for a relatively low level of productivity, and several programmes for improving such productivity are on the go now, especially in the SADF.
Improving productivity is a complex procedure, especially when coupled to a working population with a work ethic with does not necessarily meet Western norms.
Suffice it to say that in this context recruitment, selection, education, training and development playa vital role.
Change in Organisational Structure and Design
"An armed force is a body of men organised to achieve its ends irresistibly by co-ordinated action" (Downey, 1977:62) .
Cohesion and the need for good organisation are so demanding that the armed forces of the world have often been in the forefront of developments in organisational science.
The multiplicity of roles for which an armed force is compelled to cater is reflected in the organisation structure. In the SADF for example apart from preparing for conventional warfare on land, in the air and at sea, counterrevolutionary warfare, action in support of the SA Police,aid in case of civil disaster and so on are ongoing actions needing a organisation which is exceptionally strong but nevertheless flexible.
Over the decades an organisation structure has evolved which is both functional and modular in design and which is directed towards the man in the front line in order to motivate him, train him, equip him, and to direct his actions (Downey, 1977:66) .
Economic pressure, a drive to reduce the size of the SADF, changes in the management and leadership style needed in a future SADF and other factors are however combining to bring about changes to the traditional military structure and the way in which the SADF functions.
The nature of the changes, which are ongoing, could well influence the recruitment, selection and evaluation patterns of the future.
Changes In Organisational Culture
While the concept of organisational culture is difficult to define, it is generally accepted that such a thing exists. In all organisations there are deep-set ideas and beliefs about the wayan organisation should be structured, the way people should be led and managed, the way authority should be exercised, the way people should be rewarded and disciplined, the way they should dress and act, the terminology (or language) used and so on. These things make up the culture of the organisation.
It reflects a pervasive feeling of life, or a set of norms (Schmikl, 1988:65 ). An organisation's culture (especially that of a large organisation with a long history) changes only slowly. As the leadership projects its own assumptions about the cultural norms and embeds them gradually and consistently in the purpose, structures, objectives and working procedures of the organisation, so the culture will change (Schein, 1987:317 
CHARACTERISTICS OF A SUCCESSFUL ORGANISATION
Much of the recent literature devoted to organisations emphasizes the need for them to manage the changes occurring in the external and internal environments and to adapt the organisation to these changes in order to be successful.
The term "successful" is used here to describe an organisation which is both effective and efficient in achieving its objectives (van Dyk, 1987:17) This term includes the meaning ascribed to "excellence", a term also popular in the literature (Peters and Waterman, 1982:8) .
In their studies of the success of organisations world-wide, Peters and Waterman (1982: 13) and Peters and Austin (1985) An examination of the strategy contained in the action plan and the description above will reveal the significant role to be played by selection (Steps 3.0;6.0;8.0 12.0 )in achieving the objectives.
In addition, the evaluation process allied to selection, is present in Steps 9.0 and 15.0.
Because of this importance the other steps in the strategy, which have been dealt with adequately elsewhere, will be ignored for the purposes of this paper, and attention paid only to the aspect of selection and evaluation. iii. Communication ability.
SELECTION AND EVALUATION CHALLENGE
iv. Conflict handling ability.
v. Ability to manage and cope with change.
vi. Ability to apply a managerial style suited to the "new South Africa", in order to accommodate a form of Africa socialism.
b. Development of the criteria and methods for assessing the effects of change (including change in organisation culture) on individuals and organisations, and for assessing resistance to change.
Highly skilled personnel.
This category includes personnel such as technicians ii. The ability to think and act creatively and innovatively.
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iii. The ability to develop and apply management and supervisory skills in a fast-changing socio-political environment.
b. The development of criteria and methods for assessing the optimal use of highly skilled personnel.
Supervisors and Foremen.
This category includes all functionally trained personnel, employed in a supervisory capacity.
The selection and evaluation priorities appear to be: a. The ability to accept changes in values, attitudes and norms in order to acquire greater intercultural co-operation.
b. The ability to apply managerial and supervisory skills, with special reference to handling minorities and personnel at the workplace. Some important criteria appear to be: i.
handling discipline and
Ii. conflict handling.
Skilled personnel.
This category includes apprentices, tradesmen and specialist operators of all population groups.
The selection and evaluation priorities appear to be: a. The development and application of criteria for the selection of personnel for development into the skilled category.
Some of the important criteria appear to be:
i.
The ability to accept changed values, attitudes and norms so as to bring about greater intercultural co-operation.
ii. The ability to be trained in more than one skill area (multi-skilling).
Seml-and unskilled personnel. This category includes all those personnel with some skills but not sufficient to be regarded as being in a recognised higher skills category, and those with no marketable skills. The selection and evaluation priorities appear to be:
a. Development and application of criteria for determination of trainability.
Some important criteria appear to be:
Ability to develop literacy and numeracy skills.
ii. Cognitive ability related to recognised skills categories.
iii. Ability to accept and implement a more productive work ethic and culture.
TESTING AND EVALUATION: QUO VADIS?
Without for one moment wishing to trespass in the specialist field of the psychologist concerned with the development and application of selection and evaluation, it is nonetheless necessary to consider, in layman's terms, the possible effects of the changes and pressures previously discussed on selection and evaluation.
Consider:
a. The questionable validity of conventional selection tests used on (especially) Black job-seekers (Bird, 1991 :3) .
b. The need to integrate the concepts and application of fairness in testing into the organisation's approach to selection (Taylor, 1991:1) .
c. The pressure for and against "affirmative action", or compensa-ting of those individuals or groups who have been prejudiced by the socio-political system by gi-ving them preferential treatment (ibid:3).
d. The inadequacy of the educational system which results in the shortage of literacy and numeracy skills in certain population groups, the lack of job-applicable learning, and critical thinking (Roodt, 1991: 13) .
e. The need to retain standards and increase productivity (ibid:8).
Consider at the same time:
a. The move in the business sector away from traditional performance evaluation towards competency-based evaluation, especially of managers' performance (Spangenberg:1990:x) . b. A similar move in the education and training fields to the use of competency-based training (Blank, 1982 :4) (van Staden, 1986 , examples of which already exist in the SADF.
c. The contribution that competency-based training can make to the improvement of productivity(ibid: 1).
These considerations make the use of competency-based testing and selection a proposition to consider as an alternative or as a supplement to traditional testing and selection procedures. Spangenberg (1990:x) indicates that the inadequacy of the ad hoc use of psychological tests is probably the main reason for the increasing use of assessment centres (or simulation) to assess potential. Jansen (1991: 1) indicates that in the SADF this technique can be used in the selection of leader groups.
The concept of competency
Boyzatis in Spangenberg (1991 :3) In discussing the functioning of assessment centres Spangenberg (1990:136) indicates that individuals simulate tasks that relate to the job for which they are being assessed. They are observed by trained assessors, the results of which are integrated under the guidance of an administrator into an overall assessment report.
Assessment centres are used for a wide variety of purposes including selection, placement, identification of management potential. promotion,development,career management and training.
The validity of assessment centres (and therefore simulation) is generally accepted (ibid). 
CONCLUSION'
The strategy for the development of the human resources of the SADF formed the basis for a discussion of the role of selection and evaluation.
Here the effects of predicted and existing changes on the SADF especially its organisation, culture and success were mooted.
The need for the SADF to develop a leadership style and philosophy, an organisation culture and value-set, and human resource management competencies and skill-levels which would help to ensure that it became a successful organisation in the year 2000 and beyond, was then derived.
The plan of action developed to guide the development of the human resources of the SADF into the next century was based on the strengths of leadership, training and development and regulations extant.
Attention
was focused on the challenge facing the SADF with respect to the selection and evaluation of those involved in the implementation of the strategy.
The SAD F priorities for selection and evaluation were then derived, and the problems facing the use of conventional testing procedures outlined. 
